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On July 27, 2002, the Presidio Trust hiosted a panel discussion in Building 1062 to discuss future uses for tiie historic buildings on 
Thornburgh Road. What follows is a summary of the event and an update of our ongoing planning process. 

PART i. INTRODUCTION AND HISTORY 

Introduction 

The goal of the Thornburgh panel discussion was to brainstorm new ideas for Thornburgh that will help the Presidio Trust plan for the 
future of the Thornburgh/Gorgas district. Using the format of the panel discussion, the Trust invited an expert panel to discuss this area 
in a public forum. The panelists are leaders in the fields of real estate, development, architecture, housing and historic preservation, 
and each panelist is familiar with the' Presidio, through past experience or present affiliations with the Presidio Trust. 

The first part of the workshop was an open house, in which 8 buildings on Edie and Thornburgh Roads were opened for viewing. 
Most of these buildings are vacant and in disrepair, and are usually off-limits to the public. 

At the start of the discussion, background information was given to establish the context for the project and put forward the Presidio 
Trust's current plans for the area and its long-term objectives. 

Presentation Summary 

The history of the Letterman District 

Thornburgh Road, Edie Street, and Gorgas Avenue are all part of the Letterman District, named for the historic Letterman Hospital 
which formerly occupied these buildings. All of the buildings in this area are considered to be historic, meaning they are listed on the 
National Register of Historic Places as "contributing" to the Presidio's National Historic Landmark status. They were all constructed 
during the Letterman Hospital's "Penod of Significance" which covers the years 1 898-1 945, from the time the hospital was first 
constructed to the close of the Second World War. 

The historic hospital's former density and attractive character are not apparent today, but in its heyday in the 1940's the Letterman 
Hospital was a densely built facility, filling the 60-acre site with architecturally unified buildings and well-planted landscapes. As a self 
contained unit, it included all the types of buildings it needed to sustain its function as a major military hospital. Thornburgh was the 
hospital's service zone and Gorgas was the warehouse zone. Much of that changed in the 60'5 and 70's when the Army constructed 
the Letterman Army Medical Center and Research Institute on the east side of the side. This shifted to focus away from the historic, 
low-scaled hospital complex centered on the Letterman courtyard, to the 10-story concrete medical center Onginal hospital buildings 
were demolished during this era and the road network was changed. 
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The Present and Near-Future 

Today, the Presidio is no longer serving the Army but is a unit of the IMational Parle System. When the Army left Letterman in 1 994, the 
National Park Service negotiated a 55-year lease with the Thoreau Center Partners, the first organization to come into the Presidio and 
undertake a major historic rehabilitation project. The Thoreau Center embarked on a successful renovation of the remaining hospital 
wards and administration buildings and the officers' houses on O'Reilly Avenue. Today the Thoreau Center is the largest tenant in the 
Letterman District, with over 50 separate organizations operating within its walls, and serves as a fine example of the potential that 
these former hospital buildings offer. 

Swords to Plowshares is another tenant occupying buildings within the Letterman District, with a twenty year lease on Building 1029 
and 1030. There are also several short-term tenants occupying space on Gorgas Avenue. These former warehouses have been 
renovated as offices, 

In the near future, another big change is coming to the east side of the Letterman Complex. In 2001 , the Presidio Trust entered into a 
development agreement with Lucasfilm, Ltd. for the 23-acre site formerly occupied by the Army Medical Center and Research Institute. 
Following demolition of the high-rise Letterman medical center and research facility, and site preparation work by the Presidio Trust, 
Lucasfilm plans to build a digital arts center on the site, made up of 3 and 4 story buildings organized around a 7-acre public park. This 
project will be complete in 2005 and will bhng an estimated 2500 employees into the area. 

Another new project on the horizon" is the Presidio's Water Recycling Plant. Building 1063 has been selected to house this new 
treatment facility, which will use an innovative technology to treat water diverted from the Presidio sewer outfall and reclaim it for 
purposes of irrigation. When complete in 2004, the water recycling plant will produce 200,000 gallons a day of water suitable for 
irrigating lawns and vegetation in the Letterman District and throughout the Presidio. 

It is also important to mention the Doyle Drive reconstruction project currently being designed by the San Francisco County 
Transportation Authority, the Federal Highway Administration and CalTrans. This project is in the environmental review stage, and 
although seven design alternatives have been developed, there is currently no preferred alternative. Of the seven alternatives, there are 
several cohstants which we can discuss. First, all alternatives have a direct access to the Presidio at the Letterman location, using Girard 
Road for access. Second, each alternative will have its own detour construction alternative, and none of the detour routes will be 
located in the Letterman area. Several of the alternatives would impact buildings on Gorgas Avenue, some requiring demolition of 
several buildings. Some of the alternatives propose placing through traffic on Birmingham Road. The preferred alternative will.be 
identified after the Draft EIS is released in January of 2003. 
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Planning for the Letterman District: 

The Presidio Trust released the final version of the Presidio Trust Management Plan in May of 2002, and adopted the Plan in August of 
2002. The Plan outlines general planning concepts for each of the Presidio's seven planning districts. For Letterman, It states that this 
will be a mixed-use area, containing office, residential and service retail, possibly including food service. The Management Plan calls for 
reestablishing the active character of the historic hospital by rehabilitating the historic buildings in the Thornburgh and Gorgas areas, 
and by restoring key open spaces. It also suggests that new, compatible residential construction might one day replace the 1960's era 
nurses' dorms to the west of the Thoreau Center 

Consistent with the Management Plan, Presidio Trust planning staff and consultants have developed some general site design and 
circulation improvement ideas for the Letterman area. Proposed changes will simplify the existing road network by creating two 
north/south roads that connea from Lincoln Boulevard to Gorgas Avenue by extending GIrard Road and General Kennedy Avenue. As 
mentioned earlier, Girard will also be a main entrance from Doyle Drive. Pedestrian improvements will create a complete network of ■ 
sidewalks through the site. With its compact, urban feeling, we feel Thornburgh can become an attractive pedestrian zone that 
becomes a focal point within the Letterman District. A corollary is to enhance the parking lot at the center of the Thoreau Center and 
provide an attractively landscaped campus. 



Objectives for the current Thornburgh planning work 
The Presidio Trust would tike to find financially feasible strategies to accomplish the following: 

To rehabilitate the vacant historic buildings, consistent with the Secretary of the Interior's Standards for Rehabilitation, in order to 
accommodate new uses. 

To introduce a mix of new uses and users that wiil revitalize the area and provide necessary services to the people who live and work 
in the Letterman district 

To take advantage of the urban qualities provided by the existing setting and create a pedestrian-friendly environment 
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PART U THE PANEL DI5CU55ION ■ 

The panel assembled for the Thornburgh discussion is distinguished in the fields of real estate development, housing, architecture and 
preservation. Each panelist brings their past professional experience to bear on the subject matter, which includes direct involvement 
with current or past Presidio projects. This familiarity with the Presidio's unique context provides the panelists with a strong knowledge 
base with which to address the challenges and opportunities of the Thornburgh project. The panelists are: 

Lynn Sedway - President of Sedway Group, and Executive Managing Director of CB Richard Ellis. Sedway Group provides market 
research and analysis, economic and financial services, and asset management. Sedway is a national expert on large-scale public-private 
development initiatives and is a well-recognized speaker and author In related areas of market analysis and forecasting. Her firm is 
conducting a "Highest and Best Use Analysis" for the Thornburgh / Gorgas area which will follow on the panel discussion. 

Tom Sargent" Partner in the real estate development firm of Equity Community Builders. Mr. Sargent's firm is the master developer 
and manager of the Thoreau Center as well as for Building 38 on the Main Post, which was recently rehabilitated to provide multi- 
tenant office space. Equity Community Builders is currently in exclusive negotiations for development of another historic and sensitive 
site at Ft. Baker in Marin County ' * . 

John Stewart ~ Founder and CEO of the John Stewart Company The company provides housing, management, housing development 
and construction management services, has a specialty in mixed income housing and has completed historic reuse projects. The John 
Stewart Company manages the Presidio's residential leasing program 

Jay Turnbull, FAIA - Architect and President of the architecture firm Page and Turnbull, which specializes in historic preservation 
working with designers, developers, institutions and historic review agencies on projects such as the Ferry Building, to achieve sensitive 
and economically viable reuse. Page and Turnbull has worked for the Presidio Trust directly and on consultant teams that are working 
on studies or design projects. 

Marsha Maytum - Architect and Partner of the firm Leddy Maytum and Stacy Architects. Her firm was the architect for the 
rehabilitation of the Thoreau Center and Building 38, working with Equity Community Builders. Other signature reuse projects include 
the Bay Area Discovery Museum and the new San Francisco campus of the California College of Arts and Crafts. 

Chris Glennon -Head of Real Estate and Operations for Lucas Digital. Mr. Glennon is in charge of real estate and operations and 
oversees the work of the design team for the Lucas Digital Arts Center planned for the Presidio. 

Monica Finnegan -Senior Managing Principal of Newmark and Company Finnegan is a commercial real estate broker in San Francisco 
and a leader in the real estate community having served on the board of the Chamber of Commerce, as president of Commercial Real 
Estate Women and as a frequent speaker on real estate strategies, Ms. Finnegan has followed the Presidio's leasing progress for several 
years. 
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Karen Alschuler - Principal and Director of Planning and Urban Design for SMWM, a San Francisco firm providing services in 
architecture, planning. Interior design and graphic design. Alschuler directs large-scale city district reuse plans In San Francisco, Boston, 
St. Louis and Washington DC. SMWM has been the Presidio Trust's planning consultant since 1999. Ms. Alschuler serves as moderator 
for this panel discussion. 

Karen Alschuler moderated the panel discussion In a "living room" format, posing questions to the panelists and encouraging give and 
take among the experts. 



What Is a realistic vision of what we will find here In 2015? 

Maytum: It is Important to keep in mind that this is a neighborhood, a neighborhood within the Presidio as well as within the city of 
San Francisco. Mixed uses make a good neighborhood, v^ith a combination of commercial, residential, and services. 



How real is this? 

Sargent: We have to keep market forces in mind when considering this. Military bases were family-oriented in terms of the housing 
they offered. There were no studios, one or two bedroom apartments constructed here. The housing in the Presidio consists of large 
family housing, and the market needs in San Francisco are for smaller residences. Mixed use for this neighborhood would be good, but 
these buildings are not readily adaptable. For marketability, it would need a streetscape. This project should not be done piecemeal, 
but rather all in one fell swoop; investors will want to know what they are getting into. It's important that the Trust has done a master 
plan, has ideas for the streetscape. 

. Finnegan: I think of this place as a small town, or a village. There are a lot of complementary uses that Lucasfilm will require, as well 
as associated businesses. We should Include the needs of the Lucas organization. Maybe a small hotel would work for this area. Like 
a small town with one main employer, (like a company town) this area could succeed with Lucas being the one main source of Income, . 
with complementary businesses sprouting up as a result. 

Sargent: The neighbor to the south Is the Thoreau Center, which contains 55 tenants, all of which are non-profits that are doing 
reasonably well. They give away about $100 million per year in grants. The Thoreau Center has been full since its inception. This is a 
good example of what Thornburgh could aspire to be. We have a consistent policy of non-profit market rents, putting a CPI on that 
every year and ignoring the speculative market. We. could have gained a lot in the boom, but we didn't lose anything in the bust. 

These buildings are a natural extension to the non-profit world at the Thoreau Center; they have significant problems if they're going to 
be commercial space, but they would be great for exhibit space, meeting space, small tenant offices - maybe a restaurant. It is foolish 
to predict retail for this group of 14-plus buildings. For one thing, the buildings and their small windows, lack the transparency from 
the street needed for retail. Remember, retail follows people, not vice versa. 
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What is the path to success? How do we get to where we want to be? 

Sedway: This is the heart of a broader community, and we need to provide services. IVIaybe this shouldn't be a retail haven, but at a 
minimum should be a nice central location for a neighborhood with services. This will attract other offices-maybe not Class A-but 
possibly businesses associated with Lucas. This could be a neighborhood plus services. 

How should we develop while acknowledging we have historic buildings here? 

Turnbuil: You should know that the Secretary of the Interior's Standards for Rehabilitation are not so strict, they do not create a strait- 
jacket. You can make changes and change uses. In several recent cases, the National Park Service has been permitting fairly substantia! 
change to take place in historic buildings. For example, look at the changes permitted to the Ferry Building. Big change is possible. 
You can change things while holding onto what's best. 



How do we make history part of the attraction of Thornburgh? 
Turnbuil; The general character of buildings, the shape, and the oldest pieces. 

Stewart: It's really a process issue. As a case in point, in a San Francisco historic tax credit project I was developing, I requested 
someone from the State Historic Presen/ation Officer (5HP0) to visit the building prior to design work, and indicate exactly what could 
go and what could be changed. 1 recommend this for the Trust; find out what the SHPO's position is going to be. Find out for sure, 
don't guess. Based on the degrees of freedom, decide how renovatable (and therefore rentable) these places are. Get answers in 
advance for tough buildings like the Power House and Detention/Psych Ward. 

Maytum; It is important to take a long view here, and take into account that economic cycles do exist. If the Presidio is to be 
sustainable, buildings should be adaptable over time. Types of systems needs to be changeable and energy efficient. If one building is 
an exhibition space now, it could become an office space later Consider that housing is energy intensive and might be difficult to alter 
in the future. The long view is key; thoughtful master planning is a must; thorough review with the SHPO is needed to find out what is 
possible. Keep in mind a 50-year time frame. 



How will Thornburgh benefit from the "built-in" market of people at Lucas? 

Glennon: Also consider the timing. 2005 is the current target for occupancy by Lucasfilm, of the Letterman Digital Arts Complex, and 
the population will be here during business hours, not weekends. Lucas puts in over $100 million into the Mann community in which it 
currently resides. Here, other services exist outside of the Presidio that could be used by Lucas. I predict my employees will patronize 
the Chestnut Street businesses. The Trust shouldn't depend on Lucas to generate retail income within the Presidio. We will try to 
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reduce car traffic by having in-house amenities such as a cafeteria, child care, fitness center, but there will also be things for the public, 
liice a restaurant and a cafe. i 



How do you see the Thornburgh area evolving? Should it be allowed to happen gradually, or should it be 
masterplanned? 

Sedway: This site can't be done piecemeal. There needs to be a master developer to pull this off. This may be the heart of the 
Presidio, but it won't be a big money maker. When is the time to begin? Now. The buildings are deteriorating and now is the time to 
plan for the future. Major projects take time for planning and support-garnering. Even though the economy is bad currently, 
developers are planning for a boom later and lining up projects. This is what we need to be doing now; planning for development 
later. 



Will we get uniformity with a master developer? 

Sedway: Using a master developer doesn't have to be synonymous with a cookie cutter approach. We can't just "let it evolve." There 
must be coordination on the infrastructure. It won't happen unless the infrastructure is in place. 

Finnegan: One building project that we worked on was a multi-story office building that permitted a Burger King to become the 
ground-floor renter This type of business dissuaded other higher-end businesses from wanting to rent. Keep your "entry" in mind, 
and make sure that the initial plans will encourage others. We must prepare for growth after this recession. 

Sargent: A project does not need a master developer in order to be well thought-out. Look at Fourth Street in Berkeley as an example 
for that. The Presidio has many beautiful buildings located on the ivlain Post and elsewhere, surrounded by greenery, with views, etc. 
However, the Thornburgh area is the one "funky" district, the "back of the house" so to speak. Don't try for high rent here; keep it 
within the character, slightly rough around the edges. No one will invest here expecting to make a dime (unless the rest of the Presidio 
is already leased up). Master developers will be interested in the Main Post. Thornburgh will attract philanthropic money and non- 
profits. Private equity will not be interested. 

Stewart: A distinction needs to be made between master developer and master plan. An assortment of funding sources will have to 
be assembled to make this project work. This won't be a money-maker, because residential developing will require subsidies, and 
residential units (one bedrooms, two bedrooms) have different requirements than offices. You won't be able to charge big money for 
residential here. Yes, we need a master plan, no, we don't need a master developer. 

Sedway: But a master developer does not exclude diverse sub-developers with differing specialties. .The development needs to be 
coordinated, but this should not be done by the Presidio Trust. 
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Maytum; The Presidio is like a small city, and the Presidio Trust should lay the groundwork for the neighborhood, establish parameters 
including infrastructure issues, and resource issues. The Trust needs to make decisions on planning and infrastructure, whereas the 
buildings themselves can be handled by the developers. 

Turnbull: The thing about planning is that it is iterative, revisited constantly 

Sargent: The Trust should want to be the master planner so it can determine uses, constraints, infrastructure needs, and then it should 
go about leasing the buildings. 

Glennon: Remember that "business" is not the main goal of the Trust Lucasfilm chose to locate here because of the Presidio's 
specific environment. There are visitors here and there are visitorship issues of a National Park — this is all part of the visitor experience, 
don't forget this. Lucas Is a user, but keep, in mind all of the users. Building 1 056 would be a fine location for a visitor amenity 



What is feasible here, in terms of changes to buildings? 

Sargent: In terms of introducing residential, you can't do too much with the psych ward; it's a tough sell market-wise. The laundry has 
potential for residential, and the power station does as well, although that would be very expensive. Both those two buildings have 
more degrees of freedom in terms of their use. You'll have to decide if you want to do affordable housing with tax incentives^ or other 
housing. There will be public policy issues to come. 

Turnbull: One would have to make some emphatic changes to the Psych Ward. It would have to be altered such that there is more 
light, and a few walls' would be broken down. It is possible to change it though, and create meaningful space. 

Maytum: Use the Thoreau Center as an example, and look for the potential in other buildings. 



What about issues of sustainability? 

Maytum; This presents an opportunity for the education of the public and ties in with Presidio Trust goals as well. A wise choice is 
thinking long-term for lighting (use of day lighting, sky lights), building materials, reuse of materials and struaures as well. Reuse of 
the historic buildings is the most profound "sustainable" action you could take. 

Sargent: What Is in short supply is meeting space. There is a high demand for meeting space at the Thoreau Center. Look at Fort 
Mason; its meeting spaces are a big money generator, with higher profits associated than long-term rental. The Laundry has the 
opportunity for meeting space or a temporary exhibit space. The Psych Ward is good for small office space, something for 2-10 
employees. There are no spaces in the city for nice small office space, and the Psych Ward is already laid out as such. Building 1062 
has museum or exhibit space potential. Building 1050 offers good office space. John's idea of putting in residential at one end is 
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good, and is key for the Trust area. It would help out the neighborhood with high end rents for 1 bedroom and 2 bedroom units. 
Locate something lil<e a copy shop or a restaurant in 1059 or 1056. The Gorgas warehouses have already been rehabilitated for large 
office space... 

Stewart: Most places don't lend themselves to residential that easily, but you could reconstruct them as such. 



What are your recommendations related to site conditions? 

Sargent: Know the soil conditions; if this is based on fill, the costs Increase for seismic structuring. 

Maytum; Find out how high seismic upgrades need to go. 

Glennon: If you're changing the use, look at water, sanitation and other infrastructure needed. 



Suggestions have included a small hotel, retail space, office space. How should we start the action, market- 
wise? 

Sedway: We're going to do a study on that. ..there will be a continued shortage of housing in the Bay Area. Infrastructure needs to 
be considered and worked on^the stage needs to be set before the uses are thought of. 

Stewart: How much money is the Trust willing to spend on infrastructure? They must bring in the basic infrastructure like roads, 
sewer lines, etc. If the Trust can deal with infrastructure, the public/renters can deal with the buildings. 
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PART III: AUDIENCE QUESTIONS TO THE PANEL 



What is going to be done about controlling parking space demand for new residential units created? 

Stewart: Tine ratio usually used in the housing industry to calculate numbers of parking spaces is usually 1 .3 parking spaces for each 
residential unit. There are vyays to reduce this. For example, City Car-Share is a great idea. It's not a solution, but it's a starting point... 

Finnegan: Maybe a sharing agreement could be reached with Lucas where the daytime parking for Lucas turns into night-time parking 
for residents. 
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Are the planning proposals that were shown here today necessary improvements? 
Stewart: A pedestrian street is a good idea, and will give the buildings curb appeal. 

Sargent: They are fine, just don't make Edie a one-way street! Infrastructure improvements need to be made. This is not a high profit 
zone for a developer and the Trust needs to provide some subsidy to the area. 

Why not develop for arts districts, theaters, and rehearsal spaces with cafes? 

Maytum: The collection of buildings here could be used for this. Free span buildings are so rare at the Presidio (such as 1 062 and 
Gorgas Warehouses) Why break these open-plan buildings up. They are highly attractive for performance or arts spaces. There is arts 
funding available, and so many arts groups lost their space during the "dot com boom," 
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PART IV: MORE QUESTIONS AND NEXT STEPS 

The following are additional questions submitted from the audience that the panel did not have time to answer. The Presidio Trust will 
consider these issues as it moves forward in the planning process. 

Could the psych ward be used for hostel accommodations? 

What about competition between proposed Presidio business and Chestnut/Lombard Street hotels and businesses? 

What about impacts on surrounding neighborhoods? Would these developments be for Presidio residents or to bring in outsiders? 

Should Presidio Trust endorse the idea of one-way streets to reduce flow problems? 

Which infrastructure improvements will be made by the Trust, and which by developers? 

What about Gorgas warehouses as live/work, retail, lofts, and artist spaces? 

How does the rebuilding of Doyie Drive work with this? 

■ What about the number of parking spaces involved in this development? 

How would the change of use in the Thornburgh area inform the restoration of landscape design and open-space? 

Shouldn't we be looking at public interest uses? The Presidio is a public park. 

Why not do only office space? 

Could this be a post-Spm space for residents, with grocery stores, etc? Would this be open after the business hours of Lucas? 

Can we ensure the quality of commercial things here? 

When can we start using this? 

The Presidio Trust will test the uses and concepts developed as part of the preceding panel discussion. The Sedway Group, a consultant 
to the Presidio Trust, will conduct a feasibility study for Thornburgh, looking at key economic, demographic and market trends that will 
affect the project. Following this, they will prepare a financial feasibility analysis based on several different use scenarios. This study will 
guide the Presidio Trust in moving forward with future leasing activities for the area, and help in determining how to group or package 
future leasing opportunities. 



11 



PRESIDIO TRUST THORNBURGH ROAD PANEL SUMMARY 



SMWM 

989 market street, third floor 
san francisco, ca 94103 
www.smwm , com 




